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DEPARTMENT OF STATE

6&)”!’ _OFFICE OF EUROPEAN AFFAIRS
‘ Jan, 19, 1ghg
HEMOBARINM

In connection with ths attachment to Mr, Arm-
strong's memorandum, I still feel stromgly that
Depertiment was in error in pproitting the distriy
of cables, despatches, e rom the Foreign Servs.
the CIA, In the early da.ys while I was auignad_
the Intelligence arsa end while Dr, Langer was-th
Special Assistant, I opposed such distribution: o
grounds thxi ii was not the intent of the Executl,
Order establishing CIA, I had contended that onl;
firighed Intelligence papers should de distributes
S e from the Department for ths purpose of coordinatir
: i . . such documents with similar ones from War and fav;

1 was considered an obstructionist in my oppositis

by those in the R arsa, mostly formsr Military I:
telligence Officers, The ORE group was never sat!

: fled and althiovgh in the begioning they received -
. such documents containing what we might call posi:
Intelligence information, the distribution expand-
untll now they receive through cne chamnel or sho*
practically everything, whether it be operations, -
policy formulation, or Intelligence. Xo wonder th
current Intelligence is gebting into the Policy f1
It has 2ls0 backfired on our own Research show, si
there mre now two organizations using the same raw
material in order to produce an Intelligsnce repor'
Whether it 1s now too late to reverss decizions

nzde in the past snd gradually cut down on d.xstri-

butlon to GL& }-t & poot guestion,
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SPECIAL ASSISTANT TO THE SECRETARY OF 8TATE
WASHINGTOMN

To: Ei ~ MKr, Hyckgrson
.7
Subject: CIA Special vation No. 37 - "Present P EC EE
Soviet Cbjectives in the Berlin Disputel - :N,}___*-_ .-
I have your memorandum of December ¥5, together with the memo- * -
randuz from O, kr. wilds, of December 20, in which you both comment |
on the subject report. .
I would aavise that the whole problem of concurrence in CIA
intelligence estimates has besn and still is under review. As the *
arrangement now operates, it is unsatisfactory for the Intelligerice '
arez of the Department and is undoubtedly a major cause of the z

difficulties which you have experienced in connecticn with CIA re-
ports. The particular report to which you referred falls into the -
category of current intelligence {as opposed to goordinzted intelli-

gence) and is not supgpitted 1o the Department prior to issuance.

This we are tﬁfﬁ%‘ﬂ"mfé “anilysts took serious
exception to this report, even as did you. we are notifying CIA of
our disagreement with the report, including your comments.

The relsted preblem of concurrence in CIa reports which are sub-
mitted to the Jepariment prior to issuance i1s aiso under review, and
we hope to be able Lo improve the system so that any intelligence
estimate which is given top govermmental circulation will reflect the
views of the Depariment where appropriats.

I need hardly say that we agree entirely that no intelligences
estimate, whether it be CIA or State, should nomally imply an evalu—
ation of current pelicy, but if it does, it should have the positive
concurrence of the appropriate office in the Department., It is further—
more our fim intention that, whether in the productionof our own in-~

- telligence reports or in connection with concurrences in JIA coordinated
intelligence reports, the rescurces of the geographic offices should be
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For your informaticon we are attaching a draft of a working

paper prepared in our Divisions which goes into the intricacies
of the concurrence problem.

W. Park Armstrong, Jr.

ec: O - Lkr, Wilds .
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COBCISER

Jan. 10, 1349
© THE PolBlad OF CONCURMENGES IN CIA Pavmas

There has been increasing evidence of Jepartomental concern with respect
to principies and practices under which cn,mport.s and estimates are pre-
pared and issued, espaciilly those which bear a statement of concurrence or
dissent by R. This mcramﬁm, therefore, w1l wdertake to discuss present
procedﬁre: and to indicete sare of the problems. assoclated vith the theory
s practice oi: producing so~called "™Watfonal," or joint inter-sgency, intelli-
gence.

I. GLasic Directivss S .

The Directives of the National Security Council imposs upon CIA
the res.onsitility to preiduce "national intelligence” (NSCID 1), which is
delined a3 Irdegrated departasntal inteliiprence that covers the broad aspects
of natiopal policy, is of concern to more than one department, and transcends
the axclusive competence of any one department {I!I5CIU 3). Under the same
directive, the State Departament, through its organization for fesearch and
Intolligence, is pria-ily respensible for the production of intelligence in
“he pelditlicel, socislozical and cuitural fields, and in certain sspects of
the eccnomic field, National Intellipence {with certain exceptions below notsd)
must carry a notation of participation by the Intelligence agencles of State,
Army, Kavy und Alr, either in the form of a "cencurrence," or a stabement of

“gissant,™ with reasons therefor {(DCI 3/2).
II. Erodustdon Proeedures . . aiee . oeee

The inter-de srtrental asreements -hich re;ulate the preduction of

H:tional Inteilipence, arrived at after long and arducus discussions, are
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a micimur duplication of effort on the part of CIA. Thus, tuchnicatly:
(.} CI& shoulc undertake nat.icna.‘f. intellizence projecis oniy when -
they concern the intelligence responsibilities of nore ithan
".‘.' one departzent. 7 7

{2) CIs should refer to the appropriate departaent any sel -conceived

B or requested intailigence project which lies whoily within that
,ni . depertment’s functional field of responsibility. B
T, ; < ,
"" {3) CIA should utilize or request finished departuwental inteilizence

i.'spor'c.a dn preparing national intelligence, which thus sheald be
a rn.;iun of contributlons fram the specialized agencies.
(&) CIa should initiate a project oniy after joint cernsulvation and
planning {(includding agresment as to nricrities). e
{5) CIA should submit finished -d.rai‘t.s for the concurrsnce or dissent

ol exch of the feur deportaentel intellipfemes arveism=.. . _ -
()

=3 IIT. Copcurrence Procedures

The procedures required to put into effect point {5) abowe are of

pricicy interest to the Department, and mordt treatment in further detail:
- N {1} Agencies may act upon CIa drafts in only three waye: {a) con-

currence, (b} dissent, or (¢) specification that the subject ldes
wholly cutside the agencr's tield of res omsibi.iby. Oissuat
implies the right of the zgency to include in the f{inal paper a
formlaticn of its objections.

Y {2) PBvery effort is made to achleve agreement s 8o 23 to avold split
papers. CInx welcomes incidental coument aven when the agency cone
curs. If an agency dissents, CI.i always meets with its representa-
tives to discuss differences and to resclve, or at least minimize

them by negotiating adjustzent of the draft text.

.
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{3} Dissent is persisted in cniy if the point at issue is consigersd
aes substantial by the agency, or to be misleading to a degree that
is dangerous. To prevent infinite hagrling over detaile, the word
“substantisl® is highly em;hasized; forn of presentaticr, wording,
and non-essential inaccuracies are not the res.onsibility of con-
= curring apencles nor z basis for dissent. ' S
(4) R endeavors to re.rezent a departmental position in broad terzs by
h-..'.-= - coensuiting policy officers whenever an analyst detects in & CIA

- draft points which he knews to be, or thinks conceivably might be,
of major concern to them.
IV. Problens with CIa

kanifestly, the crgunizaticn required to bring to bear upcn National

terlipence the best experience of 2il reievant exgerts must be elaborite. Tn
theery, the princisies ond roce.ures indicsted sbove should suffice. Tn practiee
however, a number of proolems remain cniy jastiaiiy solved and sose «nexladge o @ o
may enable the De.artment to contribute towards a soluticn, or at least to understa
the cifficulties of the present situvation.

(1) In intorpretation of the National Security Act and NSC Directives, the

‘ Director of CIA ;:rodu::as so—called "eurrent inteiligence™ reporis
nhich, for the stated reasons of urgency and t1 teliness, are prepared
and diat.ribut.ed_vdthout pzfior departmental clearance. Such reports
includ; the Dally and Veekly CIA Summaries, the monthiy "Review of
the World Situation" (requested by NSC), and occasional “Special
Evaluations” and "Intelligence Memoraznda." Although R is Iilli.ng
to cut red t.apé as far as possible to perait speedy Sroducticn,

it is likely that a satisfuctorily gulck concurrence process

o *"Current intslligence" is defined as "that spot informution or intelligence of all
,,:; types and forms of immediate intorest and walue $o operating or pollcy staffs, whic:
] iz used by them, usually without the delsys incident to complete evalmtion or in-

terpretation®{ NSCID 3},
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(3

T opetersisl ef this btype will be cdixficwit. [ possible, puc
aizitariy unsatisfactory solutien will be to try to arrange [or
pIsi-fagto circul.tion of dissenting statements to the sane

lizt ef recipients if any paper arouses serious disagreesal.

Tae Director of CIA, acting for the NSC, cohtrols the vrivuticr
of CIi reports. ODlstribubtion vurdes, bul most reports, coordinated
or ctherwise, reach very hirgh executive levels zs well as many
areas of rovernment. Clearly an aog fastment of dissezdnation ofte:

resolves problems associsted with "sensitive” material, but to
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partdcicetion in the . _~nnfn- and o roduction of papers offer;

gxilizient azscuronoer ¢f Zomsmelatins 614 papers with deseitor —
positions.

Instead of preparing nuticnal intelligence fram finished intellii~
gence papers contributed by dejartmental agencies, CIA/OHE usually
davelops its reports fros departmentalraw materials——cablics, des-
patchss and the like--unc has bulit up a large staflt for Lhis
parpose. Criginally developed to weet Cli's responsitility Zo»
surveylng and evalusting departuental intelligence pmduction;
dater incre.sed to handie marginal srojects which depart.mvz;t.a.l
suaffs mere unable to undertake, this growing staff has inevitably
Assell advanced into the field of oxisinal productien. It st be
Lrankly stated that the consequent overlap and duplication sre far
more extensive in the fielcs of responsibility of the Depertmant
¢ State than in those of the zilitary. The central problam
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ravolves wround this OB staff, vhist sroduces orizirnzl papers
fron much the suwe raw materials that R uses. Essential aspects
of this probles are: ,
2. Finished drafts often arrive in R with urgent deadlinas _
for action, which may interferes with goinz commiiments
. for weric undertaken by R for the Department. Until seme
errangsrent 1s made for zgreezent u.on joint priorities in
the initiation of auch drafts, this problem of scheduling
' work in coﬁcurrencea within the Departments will continue
to to botherscae.
o+ Drelic goze to X frow O3 in findabeo Jirm end ofien U
wTiourly unseen by Departuzental analysts. In conseguence,
3% ic dE£fE0ult and time-consuins iz <fleoi charzas &n
the general quality, basic assumptions, or “slant" of the
papers - In other words, to re-rrite rathor than to correct
occasional .factuai detalls. The only successful solutlon
will be for CIA to coobine 1t._a papsrs out of draft contribu-~
siony from the departments, vith z.proprizie consustatlens
betvicen departments at the ocutset, to insure agreszent npc;n
- _ basic assumptions and approach, 7
- c. No adequate provision sxdsts for consuwitation as to the need
% 7 and desirability in terms of technical or policy considerations
for & paper to be iasued al alj. The device of Insisting upon

2 devastating dissent is dii'fieuit to use under conditioas of

inter-apency comity.

Y. Problams
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7. Problers within the Dspartoent
E:tablishirz of & departwental position in concuriences or dissants
raises sowme interesting guestions:

{.} R faccs the choice between overJ,y_ burdening ;;olicy officers with
each peper or risking ignorance of pertinent fact end policy. It
is now a firm principle that R will comsult poli::.‘y officers when-
ever there iz any suspicion that they wiil be conce:;-nad, and E's
record in adjusting ils owmn papers to the reguirements of the
Department promises that this provision will suffice to coordinate
Depgartoental views successfully.

{2) %he concept of that mey be "dangorouslr? misleading cannot, of
course, be recoved wholly from the rezinm of subjectlve Judgment.
Rts anslvsts themseives often vworrm ovir the appearance of blarket
ISESSVe~ sonveved bBY & eonoursi.s.. o oon enly seex bhe cocperstlaz
of the Departrent in endeavoring to distinguish betmween the ezsential
and the unessentlial in eriticizins CIA papers. .

(3} Intelligence resea.¢h, to be useful, must focus upon policy preblexms.
The danger is that it may intrude upon the formulstion of pelicy.
R rakes every effort to correct any sesming tendency in its own or
CIi's papsrs Lo verge upon argunent which recommends action. Clearly
an exposition of facts, if ‘thus c.ntrolled, of good quality, and
linited in distribution as reguired by degrees of.“;ensitivunass,"
can aiy be helpful to policy officers, Misunderstandings may arise,
hovaver, as, for examule, when a minor position must be sacrificed
beciuse of broader consideraticns; presentaztion of the facts on ihis
minor situatlion may leck Incompatlbls with the bread policy actually
adopted. Clearly, too, many policles involve some letting of chipa
fall where they may; it is nonetheless desimbie,tu'hnt;s;:m .

intelligence /
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N intelligence on those chips. An understanding of the impersmal,
non-argumeniative fumcsion of inteliligence ray hely to overcome
this com.licetion. Cn the other hmd, cocporution of policy
officers in maxﬁ.ng clear to R ana}ysts thaiz; policy problems

T will allow &t the better to insure that the analysir of a segment of

anj topic makes reference to the broader setiing,
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Of the value of natiocnal intelligence which combines military and eivilian
fointe of view there shoule te no guestion, The organization for producing this
.i::..e."_'Li.;ence is pew apd stz oo the ususl greving sainr. It is hopad thot
this memorandum will give policy officers of the Department insight into the
Frozless dn tmds £4032 3oL n. e ooo-tham. The offiners of # ool 0L 413 be
glad to viacuss detelis wits any zesbers of the Department whc'havé i'_u:t.her

guestions,
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